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The Ca-':arnAive iAnalysis of Mli2itqry' Career Patterns:

Th`±s2. Revort, on AF-AF0OSR 1166-66

This repcort ur.w.iarizea the wc~rk accomp'lished on AF-AFQOfl 1 i6$S466

oUa!.i-, the peric'd Juqe 1. 1966 to Lugust 31, 1969.

X, Societal Structure an iLit -rP~~oa..m oau-raiv

St ~c~ifhii~3 UOrd ed 3tc-'s tý,ir ForceO'ratiýri

,neitaob.], the social 4ýid occuraticnihl s't,--cturs ct' a society 6irect-lv

g ~uanes hL st_ýuc%-u-e of' its nmlitary zvotn-;,'. The Dpesýrit 3tuVy SpIeciftiad

na!:c cMtrý o: Il~tary p.-of'essiornalism so. ~a to ccL.,;ave the Rarsl Air

iorce Pnc Lhe Un~ted Sta`tes Air Force in. texiis of those ifurQjin. h~gg

similar reveart~h tecliniques, 556 Unit;,, Stalt-s Air F'orce off'icers aad 'CEO

EnPRIa Air 7:or%-. officers, each group station-sed at bases with conoarable f'ormat~s

zand lden.'ieal orgzau.L2rtionaJ. cbjtct-,Fb ,iere survayt-;d. nf oramatioai gathered

L-rectly fccw~,. tneaýe nffi.:2r, cons tit uted the b~sic data of' the stud7.

A post-~iadustý'.al ~3cciety with a highly po:cf'eaionalized. social and

o~ccuoat_;ýonel structure creates the cnnditions becessarxy for the deavlopsient

of' an zoually highly profsssiunaliz--d miW.ii:..ry sy~item. Ailitsx'y syisteias of'

high ;)rofe -s ionaqi za-Iocn have thc f'ollovingx atotrl!butýr..

I. cvemtent viithýLrt the hierarcvhv is characterl ~ed to a --onoiderable

Oxtent by r'ch:.evermnt carr the bt)-sis of' tctual oerf'orm2.ace rathez: thea c:i t-he

oP sscrýI)ý qur~lAt.Jes av-oh as sex or' b-irt'A orci~r,

2. D~ecisions focu3 to a greater ext~ent on univte2-).1.st.4.

ntandard4s, that is, relatIvely objective crite:ci& derived from a spzirlized

body of knowl~edge are ernphasiz;el in rance of' rellati.vely sub:! C CL.ve. ý!ijteria.

Soacifically, this mears 'What more emph~siv is placed oz formal -_,ust'on

and rigoroas technical trnAidcg bctin as meai.rs of' acquiring specialized

knowledge and as ini~osof' ,liglbility for prcaotioo w.thin the system,
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3. Y3y roles are characteri2-ad by the possession of broad

organietioas. aLAd •w:agfent skil i, that az t.'arnsferable across a lmr,

raage of types of orgeiiz3t.ions, Tile focus as lacreasingly on . strat::

and techini cal abi'lities that are broadly ba,-ed rather than on. nerrcu aor

uniquely rAlitary attrlbutes.

4. Dscisioxs are governed .esa by self--inteiest ar,. n.orc by

consideration of broacer public interectS.

Aeasures of degree and quality of profcssionalization cf the first th:>'>-.

characteristics noted above were applied unitoroly to the oficers of the

British and the Unitad St.atzs Air Forcbi,. det& ware gathered on thi fou'rt%.

attrtbute. On all three inde-es the Roy.al Air Force officers ierz found to be

highly professionalized but different in their charactez-,ics froz the Unte

States Air Force officors. Specifically, w• Rc, uw. as follovs:

1. Even mhen appropriate controls vare app1ied to take into

consideration key differences in the two nations' edustiona31 sy~tzs Unitei

States Air Force officnrs evidenced much guoater formal educaticn: tbhaD did

their British counterpvrts. Moreover, amou-nt of tcr-educatio. "tas Mor-s

likely in the United States military to be :jn.tr'xzental 1n atteaiirg -'Pw'd

mobility,

2 ITn addition officers of the two nations diffefred sig-ific&atly

in tneir evaluations of those attributes reen as characte'i:sti, -ntlJ li

characteristic of a career in the mSlitary service. United Stat,•. Air Force

officers observed that opportunities for graducte schooling and for scientific

rad technical research were charact.ristic of n career in their Fer,'ice, while

British officers observed that these same opportunities were not characteristic.

of a career in their bervice.

3. United States officerA with the sare years of experiecice and

pilot skills as their British counterparts had n significantly Iroader based

range of ,vty assigmmentso The3e reflected possirsion of taore tran•forable

I -.



"types -f adminiutiratiive and techiical skills. Moreover, they were more likely

to view a iallltiy caraer a5 requairing knowledge and skills similar to those

r-cuircd in other types of organizations, such as business concerns.

Yn gersral Royal Air Force officers evidenced a much earlier commitment

the military then their American counterparts. Since they did not have as

grcat s degree of fortal education, they tended to have fewer contacts and

o~ortunaties for careers elsewhero than in the military. 1-ence the strength
of thelr coatent to a military career ";cs greater0 Because of the more

beoadly-based technical and administrative skills of the United States M.r

Force Cff....r, thcir relationship to the military tended to be weaker. Hence,

"the American military ;as on the whole both a highly professionalized and a

more civilienized type of organization.

1, Car•er Pattei-ns in the Roal evy,

A -ea percent random sample of all Royal Navy officers of less than

f!•]d tann stationed in England in 1967 were surveyed. In addition all

officers of field rank were ocentacted, Data were obtalned from a total of

!,4 of 723 offioers 'a return rate of 66.9%). Basic changes are taking place

in Britaia's Roytl Navy. Three cheages seen especially noteworthy:

1. A presasre toward greater damccratization of the aried forces

,which refleota similar changes taking place in civilian society.,

2- A change in Britain's defense policy from a focus on world--

wide affairs to a more regional, a more limitee, and European-based orientation,

3. A general decline in the level of prestige of the military

In cr-,aPrison with other occupational careers,

The present finaings were directed mainly toward an oxemination and

compsrison of the career patterns of" the younger vs. the senior officers in the

Royal Navy. The major findings were as follows.



S1.. A significant relationship we.3 found between attainment of

high rý'rnk and levo el' family socx.i background. in genernl, the higher the

rank o:7 the off luer th; higher -as the occupat-Ional status of both his :aTher

and bin wife's father and the greater the fozmal educatioa of his father.

i High-rankng officers we-re dispropoetionately recruited from up~per social

I clazs stratra. .In acotrast low;er level officers reflected a zjach broader -1- X.'.•F

of social backgrounds. Althoug.h p~arnel studzies of the sams. popula.%ioa ev~er

time are essential for nore pr~ecise results, t~he ?.resent dat& saf:',•'e'ts thE-

availability of a broidexr recruitmeat base for- high-:anking positkus -e-

existed i.n the past.

2o Today's high level officers not only came to a dispropoltionate

extent from upper-elasss families, but they were more likely than their lower

level colleagiies to have acme from a family with a distinet milittry tradit- on,

Hence this group cited family influences as most crucial to their career

selection. Moreover, this group were more likely than the others to observe

that "love of the sea" was a key factor in their decision to follow a career

in the Royal Navy, It was in a military family that such a stror• and spec-fal

type of coimmtment developed. An early commitment to a military career, one

made before the age of ten years, was considerably more comon ranng seaior

than Junior officers. We found that lover level officers not only had a weaker

but also a more pragmatic conception of their career than did senior office•-Fe

They viewed a military career as more like other careers rather than as a

special "calling." Their view tended to be an instruental one xzther than

an orientation that defined their career primarily as a unique opportunity to

perform. a service. Junior officer) were more likely than senxior officers to

cite reasons of career advantage ,ad economic security as motivat:Lng elements

in their personal decision to follow a military career.



3. The career exporiences of junior and senior officers differed

greatl}o All officeqer provided information on the kinds of duty essignmentv

hlcy h-d ,Id dAluing their entire serice in the Royal Nevy. The types of

.. .enf, listed included sea duty, combat, comand, staff and Flanning,

iogistics and supply, a6ninistration, and engineering and techalicel duties.

The fLirst three ve:.'e teimed heroic assignments because they reflected uniquely

?fJ.!Atasy sigament's. The zne:ct three were termed managerial becatse they

invol~vd oroblems of control over ?ersonnel, And the last were of a technical

mature, *.le found that sen.or offi.zers, despite their greater oppcrtunities

for vai'iel experience bxnause of their greater length of' service, had a

qignif.cantly different pattern of duty assig-uents than did juni•cr officerar,

even when breach of service ,;n3 heln constant. A significant proicrtioa of

serAor cfficers had alrost exlusively heroic career experiences, Junior

officers, in contrast, had a broader range of organizationol expe!ince.o The

absenc.; of officers with considera`ie technical experience at the higher ranks

aný th!' high =oncentration of officers with heroic experience wes viewed as

of conýidesrahie significance to an understanding of the unique orientations

sni v&,.ue• of the elite nucleus of officers of the Royal Navy.

A•. Soci.al St2-tiftc.ttion and HililtSocial•ation: A Study of

Lo2y,_l._jlLtarX Academy Snadhurst.

This case study of the British Army's military academy er.plasized

the sit;nificance of social stzstification for the effectiveness of' official

organirational training . The general hypothesis was proposed that the

greter ta.e con-Iuenee between the cadetts status of origin (family status)

and his status of destination (career status), the more adequate .ottld be

hir overall adaptation to the academyga requirements. The reseerch was

tssed on aine -,onths of f;.eld work by Maurice Garnier under the principal



investigator's direct supervision,. The techniques of participant observal.ion,

focusee interview, questionnaire, ead analysis of official recod-r, wcre uscd-

"The following specific hypot.2eses were examined;

1. Cadets of' high social and educational background were more

likely than those of lower backgrou-d to be selected for cadet leadership

posI ticons

2. Cadets of high social and edutcatioaal backgroimd were more

likely than those of lov background to experience an easier adaptetioa to

the acFzdemy.

3. Cadets of high social ad educational baokground were more

likely than those of lower background to appraise their performsonaE as.

excellent or good,

4. Cadets of high socinl and educational background .cre more

likely than those of lower background to oonform to the acedamy s official

ideological standards.

Hypotheses 1, 2, and 4 were strongly supported while the third

hypothesis was rejected. In general, the data demonstrated the strong effe''o.t

of traditional and aristocratic values on cadet behavior at the academy.

Cadets of elitist social background, because of the staff's commitnent to

theee values, experienced an easier adjustment to the official or;uknizational

requirements than did those with a more humble background, The importance -)f

arietocratic values and traditional values for the maintenancc, of the

regimental system of organization in the British Army was documented by

examining in detail the process by which cadet social background n.Yected

the regimental selection process at the academy.

.CMpleted and For m .g ablicat4og

Roy A. Hansen, MLUU C &&,_d•pra..%ýtonal D e t

Chilean A ay, Unxver-iAty HIcrofilms, 354 pp., 1967.
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